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The Henorable David achard
Deputy Socretazy of Doferga
AE 921

Tho Pentagoa

Lasr Dava:

Yom eondineg vou herewith 2 memorandum frorn the ‘ R
National Intelligence Ferouvces Board (NIRD) proposing » ey ten
of Intelligance Rm: a3 ragn Program Memoranca., The warssm of
these rremmorands s to provide o basis for ndging whethr we g
committing approxiraately the ripht kind, level and rady of roours -
to tha ﬂfmz't. against perticular tarpets or arcas of wtell-sng . coi
carn. 'Yhe rmemorand. weuld:

~

) b Yeescribe the zescusces enzapged Lz v1a e Lo
Cosnd

¢. Contain 2 statoment of possibie s ion which
redibt e takon to ireprovae the sffort.

Preposals for scticn could include reconunendations for chans eaie
the allocation of cxisting or planned rescurces and also susre xtmz.
for the initistion of reviews for the puargose of redoetermining o
current nends of poilicy makers or coatingeney plaansrs for ey .
or o specitied intonsity of caveraga, of particular targets.

The recomisandatioss of thege memorandz, {nsofuy as -
relate Lo Dofonae Dapa *tmf;nt programns, weuld of coursn bo teatns
ard would constituto 8 reneral statemont to you and the fecratiry

ion
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-
Defenze of ny gonaral views concoraing the setion, if pryv, whict
eppears Lo mwe boet erloulated to Lmnprove the Intellients offr v 4.
spoelfic arcns,
Ihellove tht these memoiranda will provide o uanf L vl i
through which I can discharga the obligation placed usen re 1o Lk«

. President "to provids coordinution and guidance to tas totnl frreiv
iatellizence netivitles of the United Siates' without iafxirsing oat:
managerial prerogatives of the fecrctary of Defensc., 1 otow oo i
yeu will have no objeciion to the participation of Gensrzl Caz old
hip succeesor in she nropiration of thase mewmorand: glrce th > i o
DYi nits as & membay of tae Naticoal Intellizence Rogevirces ion s ..

Sincerely.
_ Uod Tio . 3 Trieg o
Hichaxd Houns
Dirvecior
Sxtachment
D/DCI/ NIPE:JABROS ::ag
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16 April 1939

Concept Paper
Lo
Intelligernce Resovrces Program Memoranda

———nn

1. This paper sets out in conceptual, terms a
proposal for making the Netional Intelligence Resources .
Boaxrd (NIRB) a nmore effective instrument for advisirg
the DCI, and through him the Secretary of Defense ard
other senior authorities, concerning the effectiveness
of intelligence resource allocations in relation to
national necds and the impacts of chaunges in prograns
and projects. ,

2. Intelligence Resource Program Memoranda: o
date the NIRB has produced assessments of the intelligea:o
value of several specific projects or program areas in
relation to the resources which they require. These
analyses have been valuable, and the NIRB will continue
to conduct such studies as required. It would scem
desirable, however, to enable the NIRB, given its uriqu:
composition, to apply its ability to assess in termr of
national intelligence needs the value of activities in
relation to their costs as they aflfect problems which c¢a:
across the different intelligence resource program ereas:

To this end, it is proposed that the NIRB undextake: a nay
geries of andlyses, tentatively titled Intelligence
Resources Program Memoranda (IRPM). These Menorande wil .
describe the ability of the Intelligence Community's
resources and processes to deal with major intelligence
problems and will recommend steps to improve this alilit-
or to respond to these problems more precisely, effectiv. iy,
and economically within given time periods.

3. Each IRPM will focus on the total intelligence
effort against a major subjcect problem or geogravhic
region; examples are Chinese Communist advanced weaypons,
Soviet strategic defensive forces, the Arab-Isyaecli
_situation, Cuba, etc. An IRPM will present the esseatia.
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points of the intelligence problem, identifly the resotr rcosd
in collection, precessing and production allechyi i Lo
this problem, assess the cifectivencess with whichh thes o
resources are usad, and recomuend alternative allcecalions
of wvesources, taking into conbxderatLon resourcon in cach
of the major intelligence programs devoted to the prolloem
or region. These memoranda will facilitate the selectiion.
of resource trade-offs across program lines, suport
decisions on program change recommenoatlona and provic:
such information as will assure maximum effectiveress in
the use of each program's resources. The memoranca wi il
also provide guidance to regular reviews of individuai
resource programs, -identify gaps or undesirable coverlens
in coverage, and focus consideration of needs for new:
means of collection, processing and production.

4. A complete inventory of IRPM's will encowpass
substantially the entire range of foreign intellicence
subjects and target areas. IRPM's on all subjects carnot
of course be accompllshod at once, but it is prownosed -
that the NIRB commence with program memoranda on subjects
of the greatest current intecrest and relevance to majcr
national policy decisions.

5. Relationship to Program Reviews: A seoricus
shortcoming in the present reviews of the four major
1ntelllgence programs is the lack of a mechanism for
relating decisions taken on a problem oxr target in one
program to decisions taken on the same problem ox tarvget
in the reviews of the other programs. Tihe IRPM procers
is not intended {o replace the existing intelligence
program review processes, but rather to remedy this
deficiency by providing a means for undertaking evalugtion
of problems which cut acrosgs the different proazrams. - As
IRPM's are completed by the NIRB, approved by the DCI and
passcd to those responsible for the operation of intelli-

.gence resource programs, the analyses and recommendations

contained therein would be available to The program reviesw -
ing and decision authorities for such action as may bt
indicated., To the extent that the findings of a particulx -
IRPM are relevant and persuasive with respect to particula-
projects or activities contained in a program, these
ana¢ysev will assist decisions concerning the alloccation

of resources within that program. Subsequent revisiors

of the memoranda will serve as follow-ups on the impacis

of these decisions in 1ncrea sing the effectiveness of

those resoukces.
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6. Relation:=hin to the Terget Oriented DIii:,
The delineation 6w enbhiccis on which THEN wil ha
prepared 1s geners tly congruent withh the area, suhjeot
and activity brealkdown foilowed in the Target (u-ienved
Display (TOD). 7Thus the use of the TOD data by tThe NIFF
cnvisaged when the TOD was placed under the cusiodiingki

of the NIRB, will be vealized. This relationshin would

not of course affecct other usgs of TOD data as rpprapeis

in the light of the joint sponsorship of the TCD by the
Secrctary of Defensc, the Director, Bureau of ike Budre
and the DCI.

bad.

7. Staff Suprort: It is proposed to sct vp ir th
office of the Deputy to the DCI for Naticnal Irtaellspon-s
Programs Evaluaticen (D/NIPE) a small group of cxneriena::
intelligence officers to provide necessary stafll suynor:
to the NIRB in the preparation of the IRPM's. The lond
of this group, the NIR3 Staff Director, would have vade:
his direction the TOD unit which is now part of the NIP:#
Staff and a small unit of perhaps threc officers drawn
From the Intelligence Community who would act as
chairmen of task forces to prepare IRPM's (ov special
studies on various topics similar to past NIRB analyses:
The other members of the Task Forces would be officers
from the intelligence agencies who are subhstantively or
technically well grounded in the particular subject
matter of an IRPM. These officers would be assigned on
a temporary basis, as appropriate, for the duration of
that Task Force's functions.

IS

8. IExisting arrangements for the NIRB to task
USIB Committees and individual components of thLe
Intelligence Community to undertake specific analyse -
or to provide data will remain unchanged.

-3
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Tontntive Cutline for

Intcljlwanrc hoEqucc Proordm Memorandn

The Intelligence Problem and Associated intoeiligooce
Ohjectives

L.

1.

Definition of the Intelligence Problom

(A description of the specific problem undex
consideration, primarily to clarify the subjoct
and its bhoundaries and establish terms and
definitions.)

Intell:gence Production Objectives

(A statenent of the major broad concerns of the
community in.dealing with this inteliigence
problem, i.e., why are we concerned with this
problem; what is it generally that we must
answer?)

Information Necads

(Essentially a refinement and furthe: speciiica-

tion of A-2; a gencral characterization of stami:

information requirements. Specific lists of
requirements would be incorporated by reference
only.)

Key "Observables"
(Descriptions of specific items of informalion

susceptible of observation or perception by one
or another collection system or device.)

Resources

General Current Resource Allocations

(A" broad breakdown of the proportions of regouxr::i

allocated to this problem in relatioa to these o
a broader problem, e.g., resources comuittec to
Chinese Advanced Weapons in relation to thog2 02
China as a whole. Also a breakdown of resouvrces
among collection, processing and production.)
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Collecztior Resources

(a. A breokdown of collection resoiree aos ia
among the major types of colleetion SysLanig . @
COMINT, Ywagery, ELINT, ctc;

b. Descriptions of present individual ol loc:
projects and their capabilities to cowvor
"observablas'; '

c. Descriptions of projected colloction oG o e

and expectations of their capabilities;

d. Any modifications in collection, inciudin-

- Progroam Change Proposals, known to be under

consideration.)

Processing Resources

(A simila» a, b, ¢, d breakdown as uncer Collec:

Resourcos. )
Production Resources

(a. A brookdown of production resovrce cosis
among the intelligence organizations workin: o1
this intelligence problem;

b. Desc:’ptions of primary specializazion..,
divisions of labhor, major contributions. and ar:
external »yasearch efforts connected with th-s
problem;

¢. Any alternatives or changes in emphagsis ot
agsignment under consideration.)

C. ‘Evaluation

1.

Of Collection

(Assessments by analysts and other users of the
information product as to the effectivercss of
collection resources identified above.)

Of Processing

(Similar assessments as under Collection.)

. B
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3. Of Production

(Assessmenis by Tthe major users of iptell . corne -
products a3 o the usefulness of those product
in meeting tholr needs.)

4. Technical Assossuent

(A technical asscssment of the effectivenzas o
current collention, processing and producuvion
resources opusrating as a systei, and descriplions
of poassible alternative mixes of resouice:s,
current and projected.)

Conclusions

(Findings derived from the foregoing; a stotement of
the effectiveness of the community's effort on thi-w
problem and & set of options for alternative arvan o~
ments of resources or lines of approach or emphasis.)

Recommendations
(The selection of a particular option from those
described in D, the arguments in support oI that

choice and a recocameandation to the DCI as ©To steps
he might take.)
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